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INTRODUCTION 

At  the  present  time,  there  is  a  minimum  of  12  City  De- 
partments which  are  responsible  for  the  maintenance  of  one  or 
more  City-owned  and  operated  buildings.  These  agencies  range 
from  the  City  printing  department,  which  runs  a  three-story 
printing  plant  in  the  North  End,  to  the  Boston  School  Dept.  which 
owns  and  operates  approximately  130  facilities  containing  ap- 
proximately 11  million  square  feet  of  space.  In  addition  to 
these  Departments  which  "own"  buildings,  there  are  two  City 
agencies  which  have  other  responsibilities  for  building  opera- 
tion and  maintenance.  These  are  the  Real  Property  Department, 
which  is  charged  with  maintaining  all  multi-user  facilities  such 
as  City  Hall,  and  the  County  Courthouses  except  for  the  main 
Suffolk  County  Court  Complex,  and  the  Public  Facilities  De- 
partment, which  is  responsible  for  new  construction  and  for 
major  alterations  and  repairs. 

With  such  a  wide  range  of  departments  owning  and  operating  a 
large  number  of  very  diverse  properties,  there  is  a  concern  among 
City  officials  that  building  maintenance  may  not  be  receiving 
appropriate  attention.  Thus,  this  study  was  commissioned  with 
the  following  objectives  in  mind: 

a)to  review  the  current  facilities  operations  and  preventive 

and  corrective  maintenance  programs  of  the  various  City 

agenc  ies , 

b)  to  present  organizational  recommendations  for  consolida- 
ting maintenance  operations,  should  this  be  desirable, 
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c)  to   review  the  current  status  of   information   available 
relative  to  building  maintenance,  and 

d)  to  make  recommendations  regarding   information   systems 
should  that  be  desirable. 

The  results  of  the  study  follow. 
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METHODOLOGY 

During  the  past  several  months,  more  than  50  City  and  State 
officials  have  been  interviewed.  Each  of  these  officials  is  in 
some  way  responsible  either  directly  or  indirectly  for  mainten- 
ance and  operations  of  publicly-owned  facilities.  Most  of  these 
officials  are,  of  course,  City  management  personnel  directly 
responsible  for  facilities  maintenance,  but  a  State  official  was 
included  in  the  survey  for  two  reasons;  1)  because  the  State 
also  owns  and  operates  a  large  number  of  diverse  facilities,  and 
2)  because  there  are  certain  legal  requirements  which  are  man- 
dated by  the  State  with  which  the  City  must  comply. 

In  addition  to  interviewing  officials,  over  40  city-owned 
facilities  were  visited.  Tours  of  the  facilities  included  a 
general  review  of  physical  conditions,  such  as  painting, 
tightness  of  windows,  cleanliness  conditions,  and  other  obvious 
items,  as  well  as  visits  to  the  mechanical  rooms  in  most  facili- 
ties and  a  review  of  the  maintenance  programs  for  those  facili- 
ties. In  addition,  specific  problem  areas  were  discussed  with 
the  various  management  personnel. 

The  persons  interviewed  in  the  course  of  this  study  are 
listed  in  Appendix  A,  and  the  facilities  visited  are  listed  in 
Appendix  B. 


HASKELL  GOODWIN  ASSOCIATES,  INC. 


CURRENT  CONDITIONS 

In  general,  it  can  be  stated  that  the  condition  of  City- 
owned  and  operated  facilities  as  a  whole  is  poor.  Schools,  police 
stations,  fire  stations  and  other  buildings  are  quite  dirty.  Some 
buildings  visited  were  literally  falling  apart  due  to  construc- 
tion problems  or  age.  Maintenance  for  the  most  part  is  performed 
on  a  catch  as  catch  can  basis  with  almost  no  scheduling  due  to  a 
lack  of  Management  Information  systems.  Preventive  maintenance  is 
almost  non-existent  and  deferred  maintenance  has  been  building  up 
during  the  last  few  years. 

Most  of  the  officials  interviewed  indicated  that  current 
conditions  were  primarily  the  result  of  Proposition  2-1/2.  While 
Prop  2-1/2  is  the  major  problem,  other  problems  go  beyond  that 
measure,  and  include  such  items  as  improper  organization,  lack  of 
training  and  incentive  for  Civil  Service  Employees,  lack  of  a 
systematic  approach,  and  lack  of  materials  and  equipment. 

CURRENT  ORGANIZATION 

As  noted  above,  there  are  at  least  12  City  agencies  which 
own  and  operate  various  facilities  for  the  City.  The  organiza- 
tional responsibility  for  this  activity  varies  from  department  to 
department.  The  School  Department,  for  example,  has  a  large 
supervisory  department  titled  Planning  and  Engineering  which  has 
prime  respons ibl ity  for  the  maintenance  of  school  buildings.  The 
staff  includes  structural  and  mechanical  engineers,  draftsmen  and 
licensed  tradespeople.   The  Public  Works  Department,  on  the  other 
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hand,  was  represented  at  an  interview  by  the  Commissioner  of 
Public  Works,  the  Director  of  Transportation,  and  the  Director  of 
Vehicle  Maintenance.  None  of  these  officials,  of  course,  has  a 
direct  background  in  building  maintenance,  even  though  the  De- 
partment is  responsible  for  maintaining  12  or  so  facilities, 
albeit  mostly  small  ones. 

As  might  be  expected,  those  departments  where  buildings  play 
an  important  role  seemed  to  put  more  emphasis  on  building  main- 
tenance than  in  those  departments  where  buildings  are  not  quite 
so  important.  For  instance,  when  one  thinks  of  going  to  the 
library,  they  think  of  going  to  a  building  in  much  the  same  way 
as  one  thinks  of  going  to  school.  However,  when  one  thinks  of 
the  fire  department  they  tend  to  think  of  fire  equipment  rather 
than  fire  stations.  This  is  also  true  of  the  thinking  within 
departmental  maintenance  organizations.  The  School  Department 
organization  has  already  been  mentioned.  The  Library  Department 
has  as  an  Assistant  Director  a  Civil  Engineer  who,  among  other 
duties,  has  responsibl ity  for  building  maintenance  and  operation. 
There  is  a  Superintendent  of  Buildings  under  his  direction.  These 
two  Departments  have  fairly  sophisticated  operations. 

In  the  Fire  Department,  on  the  other  hand,  the  Superintendent 
for  Maintenance  is  primarily  responsible  for  the  maintenance  of 
fire  fighting  equipment,  including  keeping  track  of  such  things 
as  the  ages  of  the  various  hoses  used  for  delivering  water  to  a 
fire.  The  Fire  Department  has  one  carpenter  and  one  plumber  on 
the  payroll  to  maintain  38  buildings.  In  addition,  they  have  no 
custodians  on  their  staffs,   relying  rather  on  firefighters  to  do 
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the  cleaning  of  the  buildings  which  they  occupy.  The  Fire  De- 
partment headquarters  is  cleaned  by  firefighters  who  are  on  light 
duty  assignments,  a  task  for  which  they  are  not  trained  nor 
suited.  This  lack  of  emphasis  is  typical  of  many  of  the  City 
Agencies  reviewed. 

This  wide  discrepancy  in  organizational  structure  and  empha- 
sis between  departments  leads  to  results  which  may  well  be  ex- 
pected. Some  facilities  receive  a  great  deal  of  care  and  atten- 
tion and  are  maintained  in  the  best  shape  possible  given  fiscal 
restraints.  Other  buildings  are  allowed  to  deteriorate  at  a 
relatively  rapid  pace. 

In  addition,  the  current  organizational  structure  also 
creates  a  great  deal  of  administrative  duplication  and  overlap. 
Virtually  every  agency  manager  interviewed  discussed  at  length 
contracting  and  payment  procedures,  but  most  of  the  departments 
were  quite  vague  on  the  administrative  rules  and  legal  require- 
ments for  contracting  activity  (see  the  contracting  section  be- 
low). 

Finally,  the  current  decentralized  organizational  structure 
for  building  maintenance  and  organization  has  led  to  a  situation 
where  most  agencies  have  very  little  professional  expertise  in 
the  maintenance  function,  and  there  is  very  little  in  the  way  of 
modern  techniques  or  tools  being  used  in  most  agencies.  Also, 
because  of  the  scatter-gun  organizational  approach,  no  department 
has  been  able  to  develop  a  comprehensive  information  system 
relative  to  building  costs  and  other  relevant  categories.  In 
fact,  it  has  not  been  possible  to  put  together  a  comprehensive 
list  of  all  city-owned  facilities  showing  usage,   square  footage, 

HASKELL  GOODWIN  ASSOCIATES,  INC. 


type  of  heating  system,   and  other  information  which   should  be 
contained  in  a  building  data  base. 

CURRENT  MAINTENANCE  PRACTICES 

At  the  present  time  the  City  of  Boston  is  faced  with  the 
same  choices  relative  to  obtaining  maintenance  services  as  is 
every  other  facility  owner.  The  choices  are  to  either  perform 
maintenance  with  in-house  personnel  or  to  contract  out  to  various 
firms  for  these  necessary  services.  Again,  like  most  facility 
owners,  the  City  at  present  is  using  a  mix  of  services.  Some 
departments,  for  instance,  rely  heavily  on  outside  contractors 
for  services,  including  cleaning  services.  Other  departments,  on 
the  other  hand,  attempt  to  do  all  of  their  maintenance  using  in- 
house  personnel  and  only  use  contractors  where  technical  exper- 
tise or  emergency  situations  require  additional  assistance  from 
outside. 

In  most  observed  instances,  the  services  being  performed  by 
outside  contractors  seem  to  be  superior  to  the  services  being 
performed  by  in-house  city  employees.  This  seems  to  be  a  result 
of  three  prime  factors. 

1)  Training  and  Expertise 

Outside  contractors  tend  to  have  better  trained  and 
qualified  employees  who  are  more  aware  of  the  current 
state  of  the  art  for  maintenance  services.  In-house 
employees,  on  the  other  hand,  often  do  not  meet  the 
minimum  requirements  for  the  positions  they  hold.  How- 
ever, according  to  the  managers  of  these  people, 
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they  are  the  best  that  the  City  can  hire  at  the  wages 
the  City  is  willing  to  pay.   For  example,  the  Chief 
Engineer  at  City  Hall  indicated  that  by  law  he  was 
required  to  have  certain  licensed  engineers  on  sight  at 
all  times,  but  in  fact  his  staffing  does  not  meet  these 
requirements.   There  were  many  other  examples  of  this 
lack  of  qualification  in  in-house  personnel. 
2)  The  Civil  Service  Syndrome. 
Most  of  the  managers  interviewed  who  supervised  civil 
services  employees  indicated  a  total  lack  of  ability  to 
require  performance  from  these  employees.   This  is  not 
to  say,   of  course,   that  all  civil  servants  do  not 
perform  well  on  their  job.   However,   supervisors  did 
indicate  that  if  an  employee  was  unable  or  unwilling  to 
perform  that  there  was  a  lack  of  disciplinary  tools 
available  to  them.   In  addition  they  felt  there  was 
also  a  lack  of  incentives  for  employees  to  perform. 
Most  of  the  contractors  with  whom  the  City  does  busi- 
ness,  on  the  other  hand,   are  restricted  by  neither 
civil  service  nor  union  agreements.   For  the  most  part 
contractors  hired  by  the  City  use  non-union  help  and 
therefore  have  a  great  deal  more  flexibility  in  as- 
signing,  rewarding  or  disciplining  employees  based  on 
their  performance. 
3)   Lack  of  Materials. 

In  general,   where  city  agencies  attempt  to  do  mainten- 
ance services  with  in-house  personnel,  there  seems  to 
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be  an  overall   lack  of  modern  tools,   equipment  and 
materials  to  perform  the  job.   This  was  true  even   in 
those  agencies  which  seem  to  be  better  organized  for 
building  maintenance  purposes.   For  example,   at  the 
time  that  various  branch  libraries  were  visited,  floor 
finishing  material   had  not  been  available  due  to  a 
purchasing  snafu  for  over  six  months.    In  addition,  it 
was  noted  that  school  house  custodians  are  still  using 
push  brooms  to  clean  floors  in  school   corridors  and 
classrooms.   There  are,  of  course,   far  better  tools 
available  in  this  day  and  age  for  this  job.   Finally, 
due  to  the  nature  of  centralized  purchasing  in  the  City 
there  is  very  little  vendor  contact  by  the  various  user 
departments.   Thus,   the  City  is  losing  out  on  the 
ability  to  have  new  product  information  and  training 
provided  by  vendors  to  the  personnel  who  would  be  able 
to  use  it.   Contractors,   on  the  other  hand,   do  not 
suffer  these  same  restrictions. 
It  should  also  be  noted,   however,   that  the  quality  of  ser- 
vices  received  by  city  agencies  from  various  contractors   varies 
considerably  from  department  to  department.   This,  of  course,  is 
a  function  of  the  levels  of  management  activity  and   expertise 
which  each  department  brings  to  its  contracting  process.   Some 
departments  maintain  very  strict  controls  over  their  contractor's 
performance,   reviewing  work  regularly  and  demanding  high-quality 
■service.   Other  agencies  either  through  lack  of  expertise  or 
supervision  do  not  command  the  same  levels  of  services  from  their 
vendors.   In  general,   however,   it  should  be  reiterated  that 
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contractors  do  perform  at  a  higher  level  of  ability  than  in-house 
employees . 

CURRENT  CONTRACT  PROCEDURES 

As  mentioned  above,  current  contracting  procedures  are  le- 
gally complex.  Vendors  for  services  are  selected  for  various 
jobs  by  a  process  which  is  primarily  dependent  upon  the  estimated 
cost  of  the  services  to  be  provided.  Thus,  for  example,  an 
agency  may  select  any  vendor  to  provide  services  estimated  to 
cost  up  to  $500.  For  services  expected  to  cost  between  $500 
$2000  three  bids  are  solicited  from  vendors  and  the  low  bidder  is 
selected  from  those  three.  For  services  estimated  to  cost  in 
excess  of  $2000,  specifications  for  the  job  must  formally  be 
drawn,  and  public  advertising  for  bids  must  be  accomplished. 
Finally,  for  any  work  in  excess  of  $5000,  the  City  agency  must 
receive  approval  of  the  contractor  from  the  State  Office  of 
Planning  and  Operations.  For  this  purpose  the  State  does  have  a 
"Vendor  Pre-qual if ication"  system  which  allows  a  vendor  to  file 
credentials  with  a  state  agency  so  that  they  then  become  eligible 
for  municipal  contract  work.  However,  should  a  low  bidder  on  a 
contract  not  be  pre-qua 1  if ied  with  the  State,  that  vendor  must 
supply  financial  and  other  data  to  the  City  and  State  prior  to 
being  awarded  a  contract. 

Anyone  who  has  recently  had  maintenance  or  renovation  work 
done   in  their  home  would  know  that  the  limits  used  for  contract 
'purposes  currently  are  extremely  low.   $2000  will  not  buy  much  in 
the  way  of  maintenance  or  alteration  in  the  current  economy. 
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Moreover,  while  it  is  possible  to  simply  select  a  vendor  for  work 
up  to  $500,  a  vendor  cannot  be  constantly  used  on  this  basis  as 
the  amount  of  work  performed  by  a  vendor  is  cumulative  during  a 
fiscal  year  and  the  limits  apply  not  only  to  each  job  but  also  to 
the  total  activity  by  a  vendor  during  a  year.  Thus,  no  vendor 
can  exceed  $2000  in  any  one  year  without  being  retained  on  a 
formal  contract. 

In  order  to  comply  with  the  letter  of  the  law  and  still  have 
some  flexibility  in  selecting  vendors,  most  City  agencies  have 
adopted  a  process  known  as  the  "Repetitive  Services  Contract". 
This  process  allows  a  city  agency  to  pre-qualify  vendors  for 
maintenance  work  and  then  simply  select  from  the  list  of  quali- 
fied vendors  whenever  services  are  to  be  performed.  This  system 
does  comply  with  the  legal  requirements  of  the  public  bidding 
laws,  but  potentially  allows  any  city  agency  to  violate  the 
intent  of  the  law.  This  is  possible  since  once  a  vendor  has  been 
pre-qual if ied  an  agency  could  continually  allow  that  same  vendor 
to  perform  most  of  its  maintenance  services  even  though  it  may 
not  be  the  most  economical  or  efficient  way  of  obtaining  the 
services . 

As  a  final  note  on  current  contracting  procedures,  it  should 
be  pointed  out  that  the  City  of  Boston  is  currently  the  only 
public  agency  in  the  Commonwealth  which  still  adheres  to  the 
$2000  public  bidding  requirement.  The  State  and  all  other  muni- 
cipalities have  adopted  a  $5000  limit  for  publicly  bidding  con- 
tracts, and  have  adopted  a  range  of  $2000  -  $5000  for  soliciting 
bids.  Jobs  estimated  to  cost  below  $2000  are  assigned  to  a 
vendor  selected  by  the  agency,   using  the  same  cumulative  proce- 
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dures  mentioned  above.  While  the  practices  of  other  municipali- 
ties are  not  known,  it  is  known  that  based  on  these  higher  limits 
the  State  does  not  use  repetitive  services  contracts,  but  instead 
contracts  out  on  a  formally  advertised  basis  for  all  work  over 
$5000. 

CURRENT  PURCHASING  PRACTICES 

It  was  noted  above  that  the  current  centralized  purchasing 
practices  cause  problems  for  certain  agencies.  This  is  particu- 
larly true  when  dealing  with  cleaning  and  housekeeping  materials 
and  chemicals,  as  vendors  can  and  should  be  prime  sources  of 
information  on  new  products  and  on  training  in  the  use  of  these 
products.  The  current  system  isolates  users  from  the  vendors  who 
commonly  supply  this  information  at  no  cost. 

In  addition,  there  is  no  standardization  of  materials  and 
supplies  for  the  various  maintenance  operations  within  City  agen- 
cies. Thus,  there  is  no  standard  floor  finish  or  germicidal 
detergent  being  used  by  all  City  agencies.  Further,  there  is  no 
central  stocking  of  parts  or  materials.  Thus,  each  time  an 
agency  requires  some  standardized  product,  the  entire  formal 
purchasing  process  must  be  carried  out  rather  than  simply  issuing 
materials  from  a  central  stockroom.  This  lack  of  ability  to 
obtain  materials  from  a  central  supply  room  was  commented  on  by 
many  of  the  Managers  in  the  various  agencies. 

'CURRENT  PAYMENT  PROCESSING  PROCEDURES 

Another  problem  area  commented  on  by  virtually  every  inter- 
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viewee  was  the  difficulty  in  paying  vendors  in  a  timely  fashion. 
Usually,  when  maintenance  services  are  required,  they  are  re- 
quired quickly,  and  the  City  expects  vendors  to  perform  their 
services  in  a  timely,  efficient  manner.  However,  once  the  ser- 
vices have  been  completed  and  an  invoice  presented  to  the  agency 
for  payment,  the  process  for  paying  bills  can  take  anywhere  from 
3  or  4  weeks  to  3  or  4  months  or  longer,  with  the  3  or  4  months 
or  longer  being  the  typical  rather  than  the  atypical  case.  This 
inability  to  process  payments  in  a  timely  fashion  has  caused 
certain  vendors  to  refuse  to  provide  services  to  City  agencies 
and  of  course,  other  vendors  simply  build  in  additional  costs  to 
their  job  estimates  to  cover  the  cost  of  money  for  the  period  of 
time  which  they  anticipate  it  will  take  to  get  paid. 

CURRENT  CAPITAL  REQUEST  PROCESS 

When  a  building  is  in  need  of  major  repairs,  such  as  a  major 
roof  renovation,  the  Department  owning  that  facility  forwards  a 
capital  project  request  to  the  Public  Facilities  Department.  It 
is  the  responsibility  of  PFD  to  analyze  all  such  requests  and  to 
attempt  to  obtain  funding  for  these  various  projects.  Often,  PFD 
is  not  able  to  obtain  funding  for  all  required  projects,  and 
therefore  must  make  some  decisions  about  the  priority  of  the 
various  requests.  Thus,  while  a  Department  may  request  7  or  8 
roof  renovations,  they  may  get  only  2  or  3  actually  completed. 
In  addition,  quite  often  when  PFD  obtains  funding  for  certain 
'projects,  other  projects  of  a  higher  priority  nature  appear  which 
need  immediate  attention  and  thus  the  original  project  is  placed 
on  a  back  burner. 
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The  above-described  process  for  obtaining  funds  and  com- 
pleting capital  projects  is  a  time-consuming  one,  taking  anywhere 
from  18  months  to  3  or  4  years  to  complete.  The  problem,  of 
course,  is  that  quite  often  renovations  are  required  to  maintain 
the  integrity  of  a  building,  and  the  18  months  to  3  years  comple- 
tion time  allows  the  building  to  deteriorate  further  and  may 
cause  more  additional  damage  to  the  structure  than  would  have 
occurred  if  renovations  had  been  accomplished  in  a  timely 
fashion.  A  current  example  of  this  is  the  Ruggles  Street  Fire 
Station,  where  a  roof  leak  has  caused  substantial  structural 
interior  damage  to  the  building.  It  is  anticipated  that  the 
additional  required  repairs  to  the  building  will  cost  far  in 
excess  of  the  roof  repair.  This  is  not  the  only  example  where 
the  time-consuming  nature  of  the  process  and  other  financial 
restraints  have  caused  capital  items  to  go  askew.  However,  it  is 
indicative  of  problems  mentioned  by  many  of  the  interviewees. 
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OTHER  OBSERVATIONS 

During  the  course  of  the  many  interviews  and  site  visits, 
certain  other  common  elements  were  observed  and  are  noted  below. 

PROPOSITION  2-1/2  AS  A  CRUTCH  OR  TOOL 

It  was  observed  in  general  that  Proposition  2-1/2  identified 
two  classes  of  managers  among  the  various  city  agencies.  The 
first  class  was  that  group  of  managers  who  became  innovative  and 
creative  and  were  determined  to  do  a  good  job  in  spite  of  the 
obstacles  presented  by  Proposition  2-1/2.  In  many  instances 
these  managers  felt  that  Proposition  2-1/2  was  an  opportunity  to 
restructure  their  operations  in  such  a  way  as  to  become  more 
efficient  and  more  effective.  For  example,  an  Assistant  Super- 
intendent for  Maintenance  in  one  department  is  thoroughly  con- 
vinced that  his  department  is  obtaining  better  services  from  the 
six  employees  currently  on  staff  than  they  had  been  from  the 
sixty  employees  prior  to  the  imposition  of  Prop.  2-1/2. 

The  other  class  of  managers,  of  course,  was  the  group  who 
used  Prop.  2-1/2  as  an  excuse.  The  typical  statement  is  "Well,  I 
had  plenty  of  resources  before  2-1/2,  but  now  there  is  nothing  I 
can  do."  Or,  "What  do  you  expect  from  me?  I  don't  have  any  help 
to  work  with  since  Prop.  2-1/2."  This,  of  course,  is  simply  a 
cop-out  and  should  not  be  tolerated  by  the  City. 

DEFERRING  MINOR  MAINTENANCE  TO  PFD 

The  role  of  the  Public  Facility  Department  as  specified  by 
statute  and  ordinance  is  to  perform  all  new  construction  activity 
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for  the  City  and  to  perform  major  alterations  and  repairs.  In 
many  cases  the  "major  repairs"  have  been  defined  as  being  any- 
thing over  $2000.  Thus  a  department  will  pay  out  of  its  own 
budget  for  any  maintenance  work  up  to  $2000,  but  any  repairs 
beyond  that  which  require  formal  contracts  are  left  to  the  Public 
Facilities  Department. 

Since  work  accomplished  by  the  Public  Facilities  Department 
does  not  impact  the  local  agency  budget,  certain  departments 
defer  all  maintenance  work  until  each  job  will  cost  a  minimum  of 
$2000  and  therefore  will  be  handled  by  the  Public  Facilities 
Department.  This  type  of  management,  of  course,  is  costing  the 
City  far  more  for  maintenance  work  than  should  be  the  case. 
Aside  from  the  fact  that  small  problems  often  become  big  problems 
while  awaiting  action,  it  is  considerably  more  expensive  for  the 
Public  Facilities  Department  to  comply  with  the  formal  contract 
process  than  it  would  be  for  an  agency  to  issue  a  service  order 
for  a  simple  repair  job. 

OTHER  PFD  ROLES 

In  addition  to  providing  services  for  Departments  when  main- 
tenance costs  exceed  two  thousand  dollars,  the  Public  Facilities 
Department  is  also  providing  preventive  and  corrective  mechanical 
maintenance  to  certain  Departments  in  buildings  which  were  built 
under  the  jurisdiction  of  PFD  during  the  past  fifteen  years.  This 
ongoing  maintenance  is  being  provided  despite  the  fact  that  it  is 
not  within  PFD's  mandate  to  do  so.  The  services  in  question  were 
first  provided  to  the  buildings  during  the  period  when  they  were 
still  under  guarantee,  and  have  been  continued  by  PFD  even  though 
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the  facilities  have  long  since  completed  their  guarantee  periods. 

Two  additional  ongoing  services  are  also  provided  to  user 
agencies  by  PFD  at  no  cost  to  the  users.  These  are  security 
patrols  and  an  energy  conservation  consulting  project. 

While  all  of  the  above  listed  services  are  useful,  it  does 
seem  that  the  user  agencies,  and  not  PFD,  should  be  responsible 
at  least  for  funding  these  functions  if  not  for  actually  pro- 
viding them. 

PERSONNEL  ISSUES 

It  was  noted  above  that  many  Managers  feel  a  lack  of  au- 
thority when  it  comes  to  supervising  Civil  Service  Personnel. 
This  is,  of  course,  a  major  problem.  However,  it  is  not  the  only 
obvious  major  personnel  issue  to  be  faced  when  dealing  with 
building  maintenance. 

Another  issue  is  that,  in  addition  to  being  civil  servants, 
many  of  the  individuals  in  this  field  are  also  unionized.  Thus, 
often  times  a  manager  is  faced  with  a  situation  in  which  an 
employee  who  is  doubly  protected  by  Civil  Service  and  the  Union 
will  insist  that  a  particular  function  is  not  "in  my  job  descrip- 
tion." In  many  cases,  of  course,  no  job  description  exists  at 
all  and  it  is  easy  for  an  employee  to  use  this  excuse  for  not 
performing . 

A  third  problem  noted  was  the  extensive  use  of  "working 
foremen".  This  title  is  clearly  a  misnomer,  as,  in  the  majority 
of  instances  the  person  carrying  this  title  is  neither  a  worker 
nor  a  foreman,  but  uses  the  two  titles  as  an  escape  from  most  any 
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assignment.  When  the  person  is  expected  to  be  working  they 
simply  say  "Hey,  I'm  a  foreman.  I  don't  have  to  do  that  kind  of 
work."  However,  when  the  job  is  not  being  performed  properly  and 
the  foreman  is  held  accountable,  he  simply  says,  "I'm  just  a 
worker.  It's  not  my  fault  that  Joe  didn't  do  his  job."  It  seems 
obvious  that  the  working  foreman  title  accomplishes  little,  and 
that  the  City  does  not  reap  the  benefits  of  extra  supervisory 
assistance  desired  from  these  positions. 

The  final  major  personnel  issue  is  that  of  management  per- 
sonnel being  members  of  unions.  Until  one  reaches  the  very 
highest  levels  of  management  in  the  City  structure,  employees  who 
are  in  supervisory  and  other  management  roles  are,  in  many  in- 
stances, protected  by  Civil  Service  and  union  agreements.  This, 
of  course,  prevents  Commissioners  and  other  high  level  personnel 
from  taking  effective  action  against  non-performing  Managers  on 
their  staffs. 

INFORMATION  SYSTEMS 

Information  systems  related  to  building  operations  and  main- 
tenance seem  to  be  quite  a  bit  like  the  weather.  That  is,  ev- 
eryone talks  about  them  but  no  one  seems  to  do  very  much  to 
change  them.  During  the  course  of  this  study  it  was  noted  that 
there  have  been  many  attempts  to  look  at  Information  Systems  for 
maintenance  activities.  For  instance,  the  Director  of  EDIC  indi- 
cated that  they  had  a  fully-computerized  information  system  in 
place  at  the  Boston  Marine  Industrial  Park.  However,  it  turned 
out  that  there  is  in  place  a  manual  visi-record  system  which  has 
been  newly  installed  and  which  they  hope  to  computerize   in  the 
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near  future.  The  Parks  Department  is  in  the  process  of  devel- 
oping an  MIS  which  has  been  talked  about  since  the  early  '  70 '  s - 
According  to  the  General  Superintendent  in  that  Department  they 
have  been  being  promised  installation  on  a  monthly  basis  for  over 
two  years  now. 

Other  departments  have  developed  simple  work  order  forms  and 
a  few  other  information  gathering  techniques,  and  there  does 
exist  a  Utility  Information  System  (see  next  section).  However, 
no  one  has  in  place  a  comprehensive  system  which  allows  for 
tracking  and  scheduling  of  work,  planning  of  preventive  mainten- 
ance, accumulation  of  cost  data  on  buildings,  productivity  infor- 
mation about  employees,  or  historical  information  relative  to 
maintenance  activities. 

ENERGY  MANAGEMENT 

At  the  outset  of  this  study,  it  was  anticipated  by  City 
Officials  in  the  Administrative  Services  Department  that  energy 
management  would  be  an  area  requiring  intensive  work  as  it  was 
expected  that  the  survey  would  reveal  a  lack  of  activity.  In 
general,  it  can  be  stated  that  a  proper  energy  conservation 
effort  would  require  five  steps  to  be  successful: 

1.)   Identify  Staff  Resources 

2.)   Survey  Facilities  Involved 

3.)   Gather  and  Analyze  Information 

4  .  )   Develop  Plans 

5  . )   Implement  Plans . 

At  this  point,  the  City  has  made  substantial  progress  on 
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steps   1   through  4,   although  there  are  some  problems  at  each 

level.   There  has  not  been  much  accomplished  at  step  5.  A  look  at 

each  step  might  be  helpful. 

1.)  Identify  staff  resources.  In  1977,  the  Mayor  issued  an 
Executive  Order  establishing  an  energy  management  group 
within  the  Public  Facilities  Department.  It  is  the  mandate 
of  this  group  to  provide  energy  related  services  to  the 
various  agencies  which  own  and  operate  buildings.  The  staff 
consists  of  three  management  level  employees,  and  a  number 
of  energy  monitors  who  visit  sites,  gather  information  and 
recommend  changes.  There  has  also  been,  during  the  past 
three  years,  an  energy  consultant  working  within  the  School 
Department . 

2.)  Survey  facilities  involved.  The  PFD  energy  group  has 
had  energy  audits  completed  for  each  building  which  the  city 
occupies,  including  all  schools.  In  addition,  for 
approximately  sixty  large  buildings  which  consume 
approximately  half  of  the  energy  purchased  by  the  City  the 
energy  group  has  commissioned  and  supervised  completion  of 
detailed  engineering  studies.  These  reports,  which  are 
considerably  more  complex  than  simple  energy  audits, 
identify  opportunities  for  energy  savings. 
3.)  Gather  and  analyze  information.  The  energy  group  has 
developed,  with  the  assistance  of  outside  consultants,  ener- 
gy management  reports  which  identify  all  utility  usage  in 
the  various  facilities  on  a  month  by  month  basis.  The  major 
difficulty  here   is  at  the  reports  are  currently  being 
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produced  considerably  after  the  fact,   and  in  an  effort  to 

eliminate  this  problem  the  City  is  in  the  process  of  at- 
tempting to  produce  this  report  in  house  using  city  data 
processing  services.  Using  this  report,  the  energy  group  has 
in  place  the  mechanisms  for  gathering  data.  There  has  also 
been  some  analysis  completed,  particularly  for  the  larger 
f aci 1  it ies  . 

4.)  Develop  plans.  Many  plans  have  been  developed  over  the 
years  by  the  energy  group.  This  is,  again,  particularly  true 
where  the  large  facilities  are  involved.  The  engineering 
surveys  identify  opportunities  for  energy  savings  which 
detail  work  to  be  accomplished,  the  cost  of  the  work,  and 
the  potential  savings  and  payback  periods.  There  have  also 
been  operating  plans  developed  for  some  of  the  buildings  run 
by  city  agencies. 

5.)  Implement  plans.  This  is  the  point  at  which  most  of  the 
problems  related  to  energy  management  occur.  Even  though 
plans  have  been  developed,  most  of  them  have  not  been  imple- 
mented. This  has  happened  for  two  reasons.  First,  because  of 
Proposition  2%  the  capital  money  required  for  major  project 
implementation  has  not  been  available,  even  for  projects 
which  would  pay  for  themselves  in  less  than  a  year.  Second, 
since  the  energy  group  is  a  part  of  PFD  and  has  no  control 
over  facility  operations,  quite  often  recommendations  are 
not  carried  out  or  are  done  improperly  by  the  various  user 
agencies . 

Energy  conservation,   as  might  well  be  expected  given  the 
current  organizational   setup  and  lack  of  funding,   has   shown 
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spotty  results.  Certain  departments  have  emphasized  energy 
conservation  very  heavily  (for  instance  the  Library  Department 
and  the  School  Department)  while  others  have  done  virtually 
nothing  at  all.  While  it  is  true  that  energy  prices  currently 
have  stabilized  and  eased  off  a  bit,  it  is  equally  true  that  in 
the  future  they  will  continue  to  be  a  considerable  portion  of 
maintenance  and  operations  expenses  for  the  City.  At  present, 
the  City  is  expending  approximately  $40  million  per  year  for 
utilities.  A  small  reduction  of  10%,  therefore,  would  return  $4 
million  per  year  for  other  uses  by  City  Agencies. 
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RECOMMENDATIONS 

CENTRALIZE  MAINTENANCE 

The  major  recommendation  from  this  study,  and  perhaps  the 
most  obvious  one,  is  to  centralize  maintenance  under  one  city 
department  titled  something  like  "Buildings  &  Grounds".  This 
Department,  which  would  be  organized  around  the  lines  depicted  in 
the  enclosed  organizational  chart,  would  allow  not  only  for 
centralization  but  also  prof essional  ization  of  the  operation  and 
maintenance  of  City  facilities.  The  Director  should  be  a  person 
who  not  only  has  good  maintenance  experience  and  technical  compe- 
tence but  also  is  able  to  display  a  favorable  attitude  toward 
maintenance  systems,  since  many  of  the  other  recommendations  to 
follow  deal  with  systematizing  the  various  maintenance  functions. 

Other  highlights  of  the  organizational  recommendations  are 
as  fol lows : 

1)  Create  a  Manager  for  Engineering  Services.  This  Mana- 
ger's Division  would  be  responsible  not  only  for  standard  en- 
gineering services  in  the  mechanical  and  structural  fields,  but 
would  also  be  responsible  for  daily  and  weekly  planning  and 
scheduling  of  all  maintenance  functions.  In  addition  the  Division 
would  have  an  Industrial  Engineering  Section  which  would  be 
responsible  for  setting  standards  for  materials,  for  designing 
productivity  measurement  systems,  for  developing  methods  for 
monitoring  employee  and  contractor  performance,  and  for  setting 
targets  and  cost  estimates  for  work  to  be  performed. 
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2)   Create  a  Manager  of  Maintenance  Services.  This  Manager's 

Division  would  be  responsible  for  all  maintenance  in  each 
building.  While  the  Division  itself  will  not  directly  provide  all 
of  the  maintenance,  it  will  be  responsible  determining  mainten- 
ance needs,  for  obtaining  maintenance  services,  for  managing 
those  services,  and  for  controlling  the  budgets  and  expenditures 
within  the  buildings.  In  addition  the  Division  will  be  the  prime 
customer  interface. 

The  division  will  be  organized  along  service  lines  so  that 
customer  satisfaction  can  and  will  be  a  high  priority.  There  will 
be  individual  superintendents  for  various  groupings  of  school 
facilities  (four  Superintendents  total  for  schools),  for  police 
and  fire  stations,  for  libraries,  for  hospitals  and  health  cen- 
ters, for  office  buildings,  and  for  special  facilities. 

This  organization  will  not  only  allow  for  maximum  response 
to  customer  problems,  but  will  also  allow  the  Superintendent  and 
any  tradespeople  assigned  to  the  Superintendent  to  become  fam- 
iliar with  the  facilities  under  their  control.  This  combination 
of  customer  satisfaction  and  technical  expertise  should  make 
maintenance  an  easier  task  for  all  concerned. 

3.)  Create  a  Manager  of  Custodial  Services.  This  Manager's 
Division  would  be  responsible  for  the  cleanliness  in  all 
buildings.  In  addition,  it  would  also  be  responsible  for  setting 
standards  for  custodial  chemicals  to  be  used  in  facilities,  for 
training  City  employees  in  proper  methods  and  techniques  for 
cleaning  services,  and  for  preparing  specifications  for  any  clea- 
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ning  services  to  be  contracted  out. 

4.)  Create  a  Manager  of  Building  Operations.  This  Mana- 
ger's Division  would  be  responsible  not  only  for  operating  all 
buildings  on  a  day-to-day  basis,  but  would  also  be  responsible 
for  implementing  whatever  preventive  maintenance  program  is  es- 
tablished by  the  Engineering  Division.  In  addition  this  Division 
would  own  and  operate  any  automated  building  facilities  under  the 
City's  control,  such  as  the  Johnson  Control  Computer  at  Frontage 
Road,  and  the  computer  system  at  City  Hall. 

5.)  Create  a  Manager  for  Energy  Conservation.  This  Manager's 
Division  would  be  responsible  for  two  major  efforts.  First  it 
would  be  responsible  for  insuring  an  adequate,  uninterrupted  flow 
of  the  utilities  required  for  the  safe  and  efficient  operation  of 
buildings.  Second,  the  Division  would  be  accountable  for  energy 
usage  and  conservation  at  each  facility.  This  latter  responsi- 
bility will  require  the  manager  to  work  quite  closely  with  the 
Managers  of  Building  Operations,  Maintenance  Services,  Engin- 
eering Services,  and  Improvements  and  Alterations,  as  well  as 
with  the  building  occupants. 

6.)   Create  a  Manager  for  Improvements   and  Alterations. 

This  recommendation  will  perhaps  be  one  of  the  more  controversial 

in  this  report.   It  is  expected  that  this  Manager's  Division  will 

•handle  improvements  and  alterations  in  all  City-owned  facilities 

which  cost  between  $5,000  -  $100,000.   Any  jobs  under  this  size 
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would  be  the  responsibility  of  the  Manager  of  Maintenance  Ser- 
vices. Any  projects  expected  to  cost  in  excess  of  $100,000  will 
be  the  responsibility  of  the  Public  Facilities  Department. 

It  is  expected  that  having  an  operation  of  this  type  to 
handle  medium  sized  projects  will  cut  down  the  time  required 
between  the  recognition  that  a  job  must  be  done  and  the  actual 
accomplishment  of  that  job.  In  addition,  it  is  recommended  that 
this  Division  be  given  the  authority,  subject  to  the  approval  of 
the  Director,  to  maintain  and  use  an  emergency  contingency  fund. 
This  fund,  which  should  be  no  more  than  $100,000,  will  be  used  to 
handle  those  types  of  projects  which  require  immediate  attention. 
It  is  expected  that  when  the  fund  is  used,  every  effort  will  be 
made  to  reduce  the  paperwork  prior  to  a  job  being  accomplished. 
However,  the  usage  of  this  fund  would  be  subject  to  rigorous 
scrutiny  after  the  fact. 

7.)  Create  a  Manager  of  Grounds  Maintenance.  This  Manager's 
Division  would  be  responsible  for  the  maintenance  of  all  parks 
and  public  squares,  as  well  as  all  horticultural  services,  par- 
ticularly those  provided  currently  by  the  Parks  Department.  In 
addition,  the  Division  would  be  responsible  for  tree  planting  in 
the  City  and  for  maintenance  of  the  City-owned  urban  forest. 

8.)  Create  a  Manager  for  Administration  and  Finance.  This 
Manager's  Division  would  not  only  be  responsible  for  the  typical 
personnel,  budget,  payroll  and  payables  operations,  but  would 
also  be  responsible  for  the  bureaucratic  processing  of  contract 
documents,   such  as  ensuring  boiler  plate  packages  are  correctly 
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assembled,  reviewing  contract  packages  for  completeness,  ensuring 
that  contractors  file  required  documents,  etc.  This  Division 
would  also  be  responsible  for  centralizing  the  purchasing 
function  for  all  of  the  Buildings  &  Grounds  operation.  This  does 
not  mean,  however,  that  the  City's  Purchasing  Agent  would  be  by- 
passed, but  rather  that  this  Division  would  be  responsible  for 
establishing  specifications,  developing  vendor  contacts,  and 
making  recommendations  to  the  Purchasing  Agent's  Office. 

This  Manager  would  further  be  responsible  for  all  space 
uti 1 itization  by  City  agencies  other  than  the  City  Council  and 
for  lease  administration  both  in  instances  where  the  City  is 
leasing  property  for  its  own  use  and  when  leasing  out  property  it 
owns  to  other  users. 

Finally,  this  Manager  would  be  responsible  for  developing 
and  operating  any  Management  Information  Systems  deemed  desirable 
by  the  Director. 

Whatever  organizational  structure  is  finally  adopted  for 
this  new  Buildings  and  Grounds  function,  it  is  recommended  that 
every  effort  be  made  to  not  have  its  employees  subject  to  Civil 
Service  Procedures.  Most  of  the  personnel  who  will  be  hired  in 
the  hourly-paid  classifications  will  be  unionized,  and  there  is 
no  doubt  that  a  union  will  provide  whatever  legitimate  protection 
its  workers  may  require.  To  further  shackle  management  with  the 
Civil  Service  bureaucracy  will  surely  impinge  on  the  Department's 
ability  to  do  a  top-notch  job. 

In  addition,  the  management  personnel  in  the  Department,  at 
least  down  to  the  level  of  Division  Manager,  should  be  appointees 
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of  the  Mayor  and  not  subject  to  collective  bargaining.  Only  in 
this  way  will  it  be  possible  to  hold  the  Managers  fully  ac- 
countable for  their  actions. 

DEVELOP  A  COMPREHENSIVE  MANAGEMENT  INFORMATION  SYSTEM 

As  noted  above,  there  is  very  little  in  the  way  of  manage- 
ment information  available  to  City  Managers  responsible  for  op- 
eration and  maintenance  of  facilities.  It  is  recommended  that  a 
Management  Information  System  be  designed  and  develped  which  at  a 
minimum  would  do  the  following: 

a.)  Maintain  budget  and  actual  costs  of  maintenance  for 
various  buildings,   and  provide  related  financial   re- 
porting . 
b.)  Measure  productivity  of  city  employees   involved   in 

maintenance  activities, 
c.)   Be  available  for  planning  and  scheduling  work  functions 

in  the  various  facilities, 
d.)  Track  utility  useage,   both  in  dollars  and  units,  on  a 
month-by-month  or  more  frequent  basis,   and  compare 
these  useages  to  budgeted  utility  levels, 
e.)  Provide  for  scheduling  of  preventive  maintenance  activi- 
ties, 
f.)  Maintain  historical  data  to  be  used  for  developing 
maintenance  trends. 

CREATE  A  COMPREHENSIVE  INVENTORY  OF  FACILITIES 

At  the  present  time  it  is  very  difficult  to  determine  ex- 
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actly  what  buildings  are  owned  and  operated  by  which  Departments 
of  the  City.  It  is  important  that  a  data  base  containing 
building  information  be  developed.  The  information  should  in- 
clude building  name  and  address,  building  function,  construction 
type  and  age,  as-built  drawings  of  the  facility,  and  other  rele- 
vant information  for  maintenance  purposes. 

DEVELOP  A  COMPREHENSIVE  5-YEAR  MAINTENANCE  PLAN 

A  medium  range  plan  is  important  at  this  point  in  time  to 
determine  the  total  amount  of  maintenance  deferred  under  Proposi- 
tion 2-1/2  and  to  establish  a  comprehensive  plan  to  reduce  this 
backlog.  Should  this  deferred  maintenance  not  be  dealt  with,  the 
assets  of  the  City  will  soon  begin  to  deteriorate  in  a  rapid 
fashion. 

DEVELOP  A  PREVENTIVE  MAINTENANCE  PROGRAM 

Every  large  operation  which  has  a  sophisticated  preventive 
maintenance  program  in  place  will  assert  that  the  program  not 
only  saves  money  but  also  lessens  the  chaos  and  unplanned  activi- 
ties associated  with  many  maintenance  operations.  The  more  pro- 
per preventive  maintenance  which  is  done,  the  less  breakdown 
maintenance  will  need  to  be  accomplished.  Therefore,  a  compre- 
hensive preventive  maintenance  program  should  be  designed,  in- 
stalled and  maintained  in  all  City  facilities. 

The  preventive  maintenance  program  will  be  made  up  of  two 

■major  elements.   The  first  element  will  be  a  comprehensive  data 

base  of  all  major  pieces  of  equipment  installed  in  City  facili- 
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ties.  The  data  base  will  contain  relevent  information  such  as 
manufacturer,  model  and  serial  numbers,  dates  of  installation, 
recommended  service  cycles,  tasks  to  be  completed  in  each  preven- 
tive maintenance  visit,  spare  parts  lists,  and  equipment  service 
h  i  story. 

The  second  major  element  to  the  preventive  maintenance  sys- 
tem will  be  a  method  not  only  for  scheduling  preventive  mainten- 
ance activities,  but  also  for  supplying  workers  with  a  listing  of 
all  tasks  to  be  accomplished,  the  estimated  time  the  tasks  should 
require,  and  a  list  of  spare  parts  which  should  be  taken  to  the 
job  site.  Upon  completion  of  the  assigned  tasks,  the  work 
actually  performed  should  be  entered  into  the  PM  data  base  in 
order  to  update  the  historical  information  section. 

The  type  of  system  described  here  has  been  installed  in  many 
large  facility  operations.  The  usual  method  of  implementation  is 
to  first  install  the  system  manually,  and  then  computerize  it. 
This  is  the  approach  recommended.  As  noted  above,  once  installed 
a  PM  system  will  not  only  bring  order  out  of  chaos  as  far  as 
maintenance  is  concerned,  but  it  has  been  estimated  by 
maintenance  experts  that  savings  from  PM  can  range  up  to  20%  of 
maintenance  expenditures.  Thus,  Preventive  Maintenance  should 
be  among  the  highest  priorities  for  the  new  Director. 

REEMPHASIZE  ENERGY  CONSERVATION 

It  was  noted  earlier  that  considerable  effort  has  been 

'expended  by  the  City  in  the  area  of  energy  management.   However, 

to  date  not  all  that  much  has  resulted  from  this  activity,  and  it 

is  clear  that  considerable  savings  to  the  City  are  possible.  Two 
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major  obstacles  to  progress  were  noted  earlier,  lack  of  funds  and 
lack  of  operational  control  of  facilities. 

With  the  adoption  of  the  recommended  reorganization  con- 
tained in  this  report,  the  organizational  restrictions  will  have 
been  resolved,  and  it  will  be  clear  who  has  responsibility  for 
energy  conservation.  The  new  organizational  structure  should  help 
with  the  funding  issue  as  well,  as  one  department  will  be  respon- 
sible for  purchasing  utilities,  operating  buildings,  and  con- 
ducting I&A  projects  up  to  $100,000.  This  should  make  the  budget 
justification  process  quite  a  bit  simpler  and  easier  to  under- 
stand, as  well  as  providing  accountability  in  one  place  for  the 
entire  process. 

This  reemphasis  on  energy  conservation  should  easily  allow 
the  City  to  save  at  a  minimum  10X  of  the  amounts  now  being 
expended  for  energy,  with  savings  of  25%  or  more  not  out  of  the 
question.  Funds  thus  recovered  will  be  available  for  additional 
maintenance  or  other  uses  as  decided  by  City  management. 
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NEXT  STEPS 

The  recommendations  listed  above  are,  by  intention,  somewhat 
vague.  Whoever  becomes  Director  of  Buildings  and  Grounds  should 
have  a  large  say  in  how  the  various  divisions  are  staffed,  and 
should  have  the  major  responsibility  for  selecting  management 
personnel.  Rather  than  attempting  to  define  the  entire  organiza- 
tion and  its  functions,  it  seems  more  desirable  that  the  City, 
during  fiscal  year  1984,  put  in  place  the  organizational  skeleton 
for  the  new  Department.  This  would  include  a  Director  ,  the 
Managers  of  the  various  divisions,  and  technical  services  related 
to  the  establishment  of  the  Department  and  to  systems  development 
(see  Appendix  C  for  a  possible  budget). 

During  this  initial  year,  the  Director  and  whatever  staff 
are  hired  would  be  responsible  for  developing  a  transition  plan 
for  the  various  organizational  units  which  would  be  transferred 
to  the  new  Department.  This  might  include  such  units  as  the 
Energy  Management  Group  from  PFD,  the  Maintenance  Division  from 
the  Parks  Department,  the  Building  Superintendent  and  staff  from 
the  Police  Department,  the  Buildings  Division  of  the  Real  Proper- 
ty Department,  and  others.  In  addition,  responsibilities  for  each 
Division  should  be  clearly  spelled  out,  staffing  patterns  estab- 
lished, and  job  descriptions  written. 

Also  during  the  first  year,   development  of  a  Preventive 

Maintenance  Program  and  a  computer-based  Management   Information 

System  should  begin.   Thus,   when  the  Department  becomes  fully 

•operational   July  1,   1984  many  of  the  staff  and  program  elements 

will   be  in  place,   assuring  a  smooth  and  orderly  transition  of 
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organizational  units,  personnel  and  maintenance  functions. 

This  proposal  will  not  cost  the  City  any  additional  monies. 
Through  efficiencies  of  large  scale  operation  which  will  elim- 
inate administrative  duplication  ,  through  a  comprehensive  and 
focused  energy  management  program,  and  through  a  properly  or- 
ganized and  implemented  preventive  maintenance  program,  the  op- 
eration and  maintenance  of  facilities  will  be  accomplished  in  a 
more  professional  yet  less  costly  manner.  Out  of  pocket  expenses 
will  be  limited  to  the  first  year  skeletal  budget,  and  these 
costs  will  be  more  than  recovered  over  time. 
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APPENDIX  A 
PERSONS  INTERVIEWED 


Data  Processing 

Joseph  Sarno,  Director  of  Information  Systems 
Jerry  Paitz,  Assistant  Director 

EPIC 

Brian  Dacey,  Director 

Jack  Dalzile,  Operations  &  Engineering  Manager 

Richard  Harmon,  Buildings  Manager,  Operations  &  Engineering 

Fire  Department 

Gerry  Horgan,  Executive  Asst.  to  the  Commissioner 

Robert  Leon,  Superintendent  for  Maintenance 

Archie  Ainsworth,  Asst.  Superintendent  for  Maintenance 

Health  &  Hospitals 

Thomas  Lyons,  Deputy  Commissioner  for  Plant 

Office  of  Fiscal  Affairs 

Stuart  Marwell,  Director 
Robert  0 ' Ma  1  ley 

Parks  &  Recreation 

Robert  McCoy,  Commissioner 

James  English,  Deputy  Commissionr 

John  Nagle,  General  Superintendent  of  Parks  Maintenance 

Penal 

James  Roberts,  Commissioner 

Police  Department 

Edward  Connolly,  Deputy  Superintendent  for  Administration 

Maurice  Wall,  Sergeant 

Louis  DiGiacomendera ,  Superintendent  of  Buildings 

Printing 

Joseph   Toto,    Director 
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Real  Property 

Bud  Shadrawy,  Commissioner 

Thomas  Long,  Assistant  Commissioner 

William  Murray,  Superintendent  of  Custodians 

Dave  Valella,  Supervisor  of  Maintenance 

William  Zwicker,  Chief  Engineer 

David  Burns,  Budget  Officer 

Public  Facilities 

Vic  Hagen,  Deputy  Director 

Tom  Terranova,  Alterations  &  Repairs 

Lou  Cogliano,  Mechanical  Systems 

Brian  Savage,  Superintendent  of  Preventive  Maintenance 

Dan  Carr,  Computer  Systems 

George  Cahn,  Energy  Management 

Richard  Marak,  Energy  Management 

Public  Library 

John  J.  Doherty,  Assistant  Director 
Joseph  Sarro,  Superintendent  of  Buildings 
Edward  Meyers,  Supervisor  of  Custodians 

Publ ic  Works 

Joseph  Casazza,  Commissioner 

Edward  Norton,  Director  of  Transportation 

Charles  Gately,  Supervisor  of  Automotive  Maintenance 

School  Department 

Robert  Peterkin,  Deputy  Superintendent  for  Operations 

Henry  Scagnoli,  Administrator,  Planning  &  Engineering 

Paul  Mooney,  Senior  Structural  Engineer,  P&E 

Rob  Roy,  Mechanical  Engineer, P&E 

John  Mulkern,  Senior  Supervisor,  Heating  &  Ventilation,  P&E 

Joseph  Ostiguy,  Supervisor  of  Heating,  P&E 

Richard  Barry,  Supervisor  of  Alterations  &  Repair,  P&E 

Martin  Stahley,  Chief  Supervisor  of  Plumbing,  P&E 

John  Doherty,  Chief  Plant  Engineer 

John  Riley,  Consultant,  Coopers  &  Lybrand 

Tom  Stockett,  Executive  on  Loan,  New  England  Life  Ins.  Co. 

Frank  O'Brien,  Independent  Consultant 

Commonwealth  of  Massachusetts 

Richard  Correia,  Director,  Office  of  Facilities  Management 
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APPENDIX  B 
FACILITIES  VISITED 


Boston  Public  Libraries 

Dudley  Street  Branch 
Grove  Hall  Branch 
Kirsten  Business  Branch 
Main  Branch 
New  Main  Building 


EDIC 


Army  Base  Headquarters 
Building  32 
Building  49 


Fire  Department 

Dudley  Street  Station 

Headquarters 

Ruggles  Street  Station 


Parks  &  Recreation 


Central  Maintenance  Facilities  (approx.  10  buildings) 
Washington  Park  Recreation  Facility 


Police  Department 

Area  A,  Government  Center 

Area  B,  Roxbury 

Area  C,  Dorchester 

Area  D,  South  End 

Area  E,  West  Roxbury 

Headquarters 

Station  5,  Hyde  Park 


Printing 

Printing  Plant 
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Publ ic  Faci 1 ities 

Computer  Facility 

Public  Works 

Maintenance  Facility 

Real  Property 

City  Hall 
Roxbury  Court 


School  Department 

Campbell  Resource  Center 
Central  Kitchen 
Elihu  Greenwood  School 
Headquarters,  26  Court  Street 
Hubert  H.  Humphrey  O.R.C. 
Hyde  Park  High  School 
Madison  Park  High  School 
Rafael  Hernandez  School 


Suffolk  County  Court  House  Commission 

New  Court  House 
Old  Court  House 
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APPENDIX  C 
POSSIBLE  BUDGET 


Director  of  Buildings  and  Grounds 

Assume  on-board  date  of  Sept.1,  1983 

Annual  Salary  of  $42,000.  $  35,000 

Managers  of  the  8  Divisions 

Assume  on-board  date  of  Jan.  1,  1984 

Annual  Salary  per  person  of  $32,500.  130,000 

Technical  Assistance 

Systems  Development  Consultants  150,000 


Total  Budget  First  Year  $315,000 
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